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Abstract 
Total Quality Management (TQM) is a management philosophy that seeks to 

integrate all organizational functions to focus on meeting customer needs and 

organizational objectives. It is clear that organizations need to adopt a TQM 

process and the critical success factors if they are to achieve business 

excellence. Total quality management (TQM) has become popular in the 

hospitality industry. It proposes to elicit the cooperation and loyalty of employees 

in the pursuit of corporate goals via an educational, empowering and positively 

rewarding relationship entered into by staff with their subordinates. 

This study involves a research on the critical success factors (CSFs) associated with 

managing a successful TQM implementation in hospitality industry specific in hotels 

with a case study in Isfahan 3, 4, 5 star hotels.  

In this thesis a new methodology has been proposed by identifying a 

comprehensive list of TQM critical success factors. For this purpose literature 

has been reviewed and classified, considering their contribution of different parts 

of methodology. The proposed methodology has been examined in Abbasi, Safir, 

and Esfahan hotels in city of Esfahan. Data has been gathered from designed 

questionnaire and statistically analyzed. The research questions have been three 

folded and all answered effectively. The analysis have been provided by this 

research include analysis of performance of the hotels and comparing hotels 

together and correlation analysis. 
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The outcomes imply that the new methodology has the capability to be 

specialized for particular hotels such as Abbasi, Safir, and Esfahan hotels, and 

some recommendations have been presented to the hotels. Some of the major 

limitations of the research include time consuming of data gathering from three 

hotels and analyze them and lack of generality in application. 

              

 



M.Shahbazipour, Chapter 1, M.Sc Thesis, 2007  5 

 

Acknowledgment 
During the work on this thesis I have received generous support from a large number of 

people, who have contributed to the completion of the work. 

First of all I would like to express my sincere gratitude to my supervisors, Dr. Bahram 

Ranjbarian and Dr. Peter U.C.Dieke for their intelligent guidance and helpful advice 

during the whole process. Their support and comments have been inestimable value 

throughout my work. 

I would also like to express my sincere thanks to Dr. Arash Shahin head of international 

office in Esfahan University for all his efforts he has done for the students of this 

program, and his helps and support to me during this process. His helps have been 

invaluable throughout this work. 

Further I gratefully acknowledge all people from the Abbasi, Safir, and Esfahan hotels 

especially Mr. Bagherian general manager of Safir hotel for their great helps and 

participation. 

Finally, I would like to give emotional thanks to my mother and father for their 

encouragement and support. 

Mehdi Shahbazipour 

                                                                                                          December 2007 

 



M.Shahbazipour, Chapter 1, M.Sc Thesis, 2007  6 

 

 

Table of Contents 
Abstract ................................................................................................................................................................ 3 

Acknowledgment ................................................................................................................................................ 5 

Table of Contents ................................................................................................................................................ 6 

Table of figures .................................................................................................................................................... 9 

List of table .......................................................................................................................................................... 9 

CHAPTER 1 INTRODUCTION .............................................................................................................................. 10 

1.1. Introduc on ........................................................................................................................................... 11 

1.2 Keywords ................................................................................................................................................. 11 

1.3 problem statement ................................................................................................................................. 12 

1.4 Research objec ves ................................................................................................................................ 13 

1.5 Research Application .............................................................................................................................. 14 

1.6 Research Ques ons ................................................................................................................................ 14 

1.7 Research type .......................................................................................................................................... 15 

1.7.2 Research popula on........................................................................................................................ 15 

1.7.3 Data collection tools ........................................................................................................................ 15 

1.9 Chapters design ....................................................................................................................................... 15 

1.9.1 Chapter 2 .......................................................................................................................................... 15 

1.9.2 Chapter 3 .......................................................................................................................................... 16 

1.9.3 Chapter 4 .......................................................................................................................................... 16 

1.9.4 Chapter 5 .......................................................................................................................................... 17 

Chapter 2              Literature Review ................................................................................................................ 18 

2.1 Introduc on............................................................................................................................................. 19 

 



M.Shahbazipour, Chapter 1, M.Sc Thesis, 2007  7 

 

2.2 Total Quality Management .................................................................................................................... 19 

2.3 TQM implementa on ............................................................................................................................. 21 

2.4 TQM critical success factors ................................................................................................................... 24 

2.4.1 Top management commitment...................................................................................................... 30 

2.4.2 Policy and strategy .......................................................................................................................... 34 

2.4.3 Customer focus ................................................................................................................................ 36 

2.4.4 Human resource focus .................................................................................................................... 38 

2.4.4.1 Employee Involvement ............................................................................................................ 39 

2.4.4.2 Employee commitment ........................................................................................................... 41 

2.4.4.3 Empowerment .......................................................................................................................... 42 

2.4.4.4 Teamwork ................................................................................................................................. 43 

2.4.4.5 Training ..................................................................................................................................... 45 

2.4.4.6 Employee satisfaction .............................................................................................................. 47 

2.4.4.7 Rewards and Recogni on ........................................................................................................ 49 

2.4.5 Process Management ...................................................................................................................... 51 

2.4.6 Managing suppliers ......................................................................................................................... 52 

2.4.7 Communica ng for quality ............................................................................................................. 52 

2.4.8 Benchmarking .................................................................................................................................. 53 

CHAPTER 3              RESEARCH METHODOLOGY .............................................................................................. 55 

3.1 Introduc ons ........................................................................................................................................... 56 

3.2 New Methodology .................................................................................................................................. 56 

3.2.1 A comprehensive set of TQM critical success factors ................................................................... 56 

3.2.2 Ques onnaire Design ...................................................................................................................... 58 

3.3 Validity of the Ques onnaire ................................................................................................................. 58 

3.4 Reliability Analysis................................................................................................................................... 58 

 



M.Shahbazipour, Chapter 1, M.Sc Thesis, 2007  8 

 

3.5 Research Population and Sample .......................................................................................................... 59 

3.5.1 Research Popula on........................................................................................................................ 59 

3.5.2 Research Sample.............................................................................................................................. 59 

3.6 Data Analysis/Techniques ...................................................................................................................... 59 

3.7 Executing the Research Framework ...................................................................................................... 60 

CHAPTER 4         RESEARCH ANALYSIS .............................................................................................................. 62 

4.1 Introduc on............................................................................................................................................. 63 

4.2 About the hotels ..................................................................................................................................... 63 

4.2.1 The Abbasi hotel .............................................................................................................................. 63 

4.2.2 The Safir hotel .................................................................................................................................. 64 

4.2.3 The Esfahan hotel ............................................................................................................................ 66 

4.3 Data gathering ......................................................................................................................................... 67 

4.4 Data analysis............................................................................................................................................ 68 

4.4.1 Reliability analysis............................................................................................................................ 68 

4.4.2 Mean and standard devia on of the data ..................................................................................... 68 

4.4.3 One sample t-test ............................................................................................................................ 76 

4.4.4 Mean comparisons .......................................................................................................................... 84 

4.4.5 Correla ons ...................................................................................................................................... 88 

4.4.6 Hotels comparisons ......................................................................................................................... 90 

CHAPTER 5  CONCLUSIONS & RECOMMENDATIONS...................................................................................... 92 

5.1 Introduc on............................................................................................................................................. 93 

5.2 Conclusions.............................................................................................................................................. 94 

5.3 Limita ons ............................................................................................................................................... 96 

5.4 Recommenda ons for selected hotels .................................................................................................. 97 

5.5 Recommenda ons and sugges ons for future studies ....................................................................... 99 

 



M.Shahbazipour, Chapter 1, M.Sc Thesis, 2007  9 

 

 

 

Table of figures 
 

Figure 3.2 Flow chart ......................................................................................................................................... 61 

 

List of table 
 

Table 2.1 Cri cal success factors ...................................................................................................................... 29 

Table 3.1 a comprehensive list of Cri cal success factors.............................................................................. 57 

Table 4.1 Abbasi hotel Descriptive statistics ................................................................................................... 69 

Table 4.1 Abbasi hotel Descrip ve sta s cs (con nue) ................................................................................. 70 

Table 4.2 Safir hotel Descrip ve sta s cs ....................................................................................................... 72 

Table 4.2 Safir hotel Descrip ve sta s cs (con nue) .................................................................................... 73 

Table 4.3 Esfahan hotel Descrip ve sta s cs ................................................................................................. 74 

Table 4.3 Esfahan hotel Descrip ve sta s cs (con nue) ............................................................................... 74 

Table 4.4 Abbasi hotel one sample t-test ........................................................................................................ 78 

Table 4.4 Abbasi hotel One sample t-test (continue) ..................................................................................... 79 

Table 4.5 Safir hotel one sample t-test ............................................................................................................ 80 

Table 4.5 Safir hotel one sample t-test (continue) ......................................................................................... 81 

Table 4.6 Esfahan hotel one sample t-test ...................................................................................................... 82 

Table 4.6 Esfahan hotel one sample t-test (continue) .................................................................................... 83 

Table 4.7 Hotels comparison ............................................................................................................................ 91 

  



M.Shahbazipour, Chapter 2, M.Sc Thesis, 2007  10 

 

 
 
 
 
 
 

CHAPTER 1 
INTRODUCTION 

 

 

 

 

 

 

 

 

 

 



M.Shahbazipour, Chapter 2, M.Sc Thesis, 2007  11 

 

1.1. Introduction 
 

In chapter 1 the aims and main question of this research are introduce, the key 

words and abbreviations are defined importance and justification of the research of 

the study are discussed and the chapter's design is briefly presented. 

 

1.2 Keywords 
 

1. Tourism 

2. Hospitality industry 

3. Hotel management 

4. Total quality management (TQM) 

5. Critical success factor (CSF) 
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1.3 problem statement 
 

Total Quality Management (TQM) is a management approach that originated in the 

1950's and has steadily become more popular since the early 1980's. TQM is a 

method by which management and employees can involve in the continuous 

improvement of the production of goods and services. It is combination of quality 

and management tools aimed at increasing business and reducing losses due to 

wasteful practices. It is a management philosophy that seeks to integrate all 

organizational functions to focus on meeting customer needs and organizational 

objectives. It is clear that organizations need to adopt a TQM process and the critical 

success factors if they are to achieve business excellence (Zairi 2002). Over the last 

decade, a significant number of hospitality companies have embraced the concepts 

of TQM (Cannon 2002). As service expectations of customers and potential 

customers have escalated, hospitality businesses have found the implementation of 

quality processes to be a vital competitive component (Cannon 2002). Total quality 

management (TQM) has been evolving in the hotel sector since quality assurance 

was introduced in the 1980s (Breiter et al 1995). However, many hotels are still 

struggling to reach a real understanding of what is meant by total quality 

management (Breiter et al 1995). Hotels with successful quality assurance systems 

report improvement in employee satisfaction, customer satisfaction, profit margins 

and operational costs savings, relative to their counterparts with less successful 

quality assurance (Yasin and Zimmerer 1995).  

M.Shahbazipour, Chapter 1, M.Sc Thesis, 2007 
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This study involves a research on the critical success factors (CSFs) associated with 

managing a successful TQM implementation in hospitality industry specific in hotels 

with a case study in Isfahan 3, 4, 5 star hotels. The extent to which those CSFs to 

TQM , currently cited in the quality literatures, are perceived as real CFSs by quality 

managers will be examined, however, this study extents previous works by 

examining the relationship between these CSFs and the perceived success of TQM. 

The aim is to better understand the relative role of various CSFs on effective TQM 

implementation in hotel industry. This should not only be useful to those hotel 

organizations trying to implement TQM, but also to those which are implementing 

quality management. 

 

1.4 Research objectives 
 

 

a) Determining the TQM Critical Success Factors in the hotel industry 

b) Determining to understand the performance of the TQM critical success factors in 

three hotels and to define weaknesses of the hotels in case of performance. 

c) Determining differences between the three hotels with respect to their 

performance in TQM.  
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1.5 Research Application 
 

This research leads to better recognition of critical success factors of TQM 

implementation in hotels which have some advantages to provide better service to 

customers. The benefits of offer higher service quality have influence on both hotel 

sector and customers. Some of these advantages are, competitive advantages, 

management leadership, continues improvement, work development, reduce costs 

and economic profits, employees satisfaction and increase their working value, staff 

empowerment and involvement, communication and teamwork, commitment on the 

different parts of management, customer satisfaction, customer loyalty, and 

sustainability of organizations. 

 

1.6 Research Questions 
 

1. What are the TQM Critical Success Factors in the hotel industry? 

2. What are the weaknesses of each hotel in order to perform TQM? 

3. Is there any difference between the three hotels with respect to their 

performance in TQM? 
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1.7 Research type 
 

The research type is Descriptive analysis based. It is also a survey and case study, 

considering the Abbasi hotel, Safir Hotel, and Esfahan hotel examination. 

 

1.7.2 Research population 
 

A sample of the statistical population of the Abbasi, Safir, Esfahan hotel managers 

and staff are selected for analysis. 

 

1.7.3 Data collection tools 
 

Journals, e-journals, Text books, e-books, Questionnaire, Observation, Interview 

1.9 Chapters design 
 

1.9.1 Chapter 2 
 

In chapter 2 the literature on the subject of the study is reviewed, the reviewed 

material is classified and the contribution of previous work towards this study is 

addressed, this chapter provides the bases for designing the frameworks 
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included in chapter 3 which intern provides the new methodology to be 

developed. 

 

   1.9.2 Chapter 3 
 

In chapter 3 the research methodologies, theoretical and executive frameworks 

of the study are developed.  The statistical tools and techniques used for analysis 

are determined and the approaches for validity and reliability of the data analysis 

are addressed, the questionnaire needed for supporting the methodology is 

designed in this chapter and the statistical population and sample selection are 

presented. 

 

1.9.3 Chapter 4 
 

In chapter 4 the proposed methodology is employed in Abbasi hotel which is a 

five star hotel and Safir hotel which is a four star hotel, and Esfahan hotel as a 

three star hotel in city of Esfahan. The data gathered from the questionnaire are 

analyzed. Finally the results of the implementation of the new methodology are 

compared between three selected hotels. 
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1.9.4 Chapter 5 
 

In chapter 5 major concussions and recommendations are presented and 

subjections for future studies are pointed out. 
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2.1 Introduction 
 

This chapter will give an overview of literature and models that are related to the 

research problem presented in the previous chapter. This chapter will introduce 

the concepts of Total Quality Management and TQM critical success factors that 

different researchers have determined already. This chapter also includes some 

interpretations about the critical success factors. 

 

2.2 Total Quality Management 
 

 

Different authors have given various definitions of TQM.  Deming (1982) defined 

TQM as follows; Total Quality Management (TQM) refers to management 

methods used to enhance quality and productivity in organizations, particularly 

businesses. TQM is a comprehensive system approach that works horizontally 

across an organization, involving all departments and employees and extending 

backward and forward to include both suppliers and clients/customers. Kanji 

(1990) defined it as: The way of life of an organization committed to customer 

satisfaction through continuous improvement. This way of life varies from 

organization to organization and from one country to another but has certain 

principles which can be implemented to secure market share, increase profits 

and reduce costs.  
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Berry (1991) defined the TQM process as a total corporate focus on meeting and 

exceeding customers' expectations and significantly reducing costs resulting from 

poor quality by adopting a new management system and corporate culture. 

TQM has been defined by Oakland” as: A way of managing the whole business 

process to ensure complete ‘customer’ satisfaction at every stage, internally and 

externally (Witt and Muhlemann 1996).  

Total Quality Management (TQM) can be defined as a management philosophy 

whose goal is not only to meet but exceed the needs and requirements of 

internal and external customers by creating an organizational culture in which 

every individual at every stage of creating a product or service and every level of 

management is committed to quality and clearly understands its strategic 

importance (Youssef et al., 1996; Koc 2006). 

 Kanji” shows the following development of the concept of TQM: quality: to satisfy 

customers’ requirements continuously; total quality: to achieve quality at a low 

cost; total quality management: to obtain total quality by involving everyone’s 

daily commitment (Witt and Muhlemann 1996). 

TQM has developed as a discipline to encompass approaches to managing an 

organization’s processes, people and procedures (Sullivan-Taylor and Wilson 

1996). 

TQM for small businesses is defined as: Adopting a quality culture through the 

implementation of quality management initiatives in all aspects of the business 
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with full consideration towards building a continuous improvement culture based 

on realistic resources, financial and human, and in anticipating and meeting 

customer needs according to priorities established for continued business 

success (Yusof and Aspinwall 2000). 

Kanji’s (2002) definition of TQM, widely accepted by scholars and practitioners in 

the field, emphasizes the importance of the culture of the organization and the 

variability of TQM across cultures: Total quality management is a management 

philosophy that fosters an organizational culture committed to customer 

satisfaction through continuous improvement (Kanji, 2002). 

 

2.3 TQM implementation  
 

TQM implementation has been an important aspect for improving organizational 

efficiency (Yusof and Aspinwall 2000). TQM implementation is considered to be a 

complex and difficult process (Kanji and Barker, 1996, Yusof and Aspinwall 

2000). 

A number of writers including Dale (1999) and Kanji (1990) argue that 

implementing TQM should be a top priority of all corporate leaders.  

The establishment, maintenance and improvement of service quality and the 

establishment of TQM in accommodation establishments may be a major task 
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compared with the establishment of TQM in business firms producing tangible 

products (Koc 2006). 

As the tourism product is a package of several products, which may include 

transport, lodging, food and various activities, and the tourist consumes a total 

experience, Total Quality Management has been increasingly identified as the 

key issue in differentiating service products and building competitive advantage 

in tourism (Koc, 2003). According to Walker & Salameth (1990), only a small 

percentage of hotels have heard `the siren call of TQM implementations’. 

Although some viable hotels in limited geographical areas reported that their 

TQM performance resulted in profit, employee satisfaction, and better usage of 

economic resources, only a few case studies have been recorded.  

As Bloomquist & Breiter (1998) indicated `while those case studies are important 

in elaboration on the theme of quality management, there remain no reliable 

statistical data on (hotel) industry-wide performance credited to quality 

management’. Some important studies involving hotels are (see Bloomquist & 

Breiter, 1998; Camison et al., 1996; Golden, 1993) the AH-MA Association 

Survey (1982), Boca Raton and Club Survey (1986), Unnamed Hotel Survey by 

Common (1989), Ritz Hotel Survey (1987), Bergstorm Hotel Survey (1990) and 

the Valencian Hospitality Enterprises Survey (1996) (Arasli, 2002). 

Jablonski (1992) offers a five-phase guideline for implementing total quality 

management: preparation, planning, assessment, implementation, and 

diversification. Each phase is designed to be executed as part of a long-term 
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goal of continually increasing quality and productivity. Jablonski's approach is 

one of many that have been applied to achieve TQM, but contains the key 

elements commonly associated with other popular total quality systems. 

• Preparation: During preparation, management decides whether or not to pursue 

a TQM program. They undergo initial training, identify needs for outside 

consultants, develop a specific vision and goals, draft a corporate policy, commit 

the necessary resources, and communicate the goals throughout the 

organization. 

• Planning: In the planning stage, a detailed plan of implementation is drafted 

(including budget and schedule), the infrastructure that will support the program 

is established, and the resources necessary to begin the plan are earmarked and 

secured. 

• Assessment: This stage emphasizes a thorough self-assessment, (with input 

from customers/clients) of the qualities and characteristics of individuals in the 

company, as well as the company as a whole. 

• Implementation: At this point, the organization can already begin to determine its 

return on its investment in TQM. It is during this phase that support personnel are 

chosen and trained, and managers and the work force are trained. Training 

entails raising workers' awareness of exactly what TQM involves and how it can 

help them and the company. It also explains each worker's role in the program 

and explains what is expected of all the workers. 
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• Diversification: In this stage, managers utilize their TQM experiences and 

successes to bring groups outside the organization (suppliers, distributors, and 

other companies have impact the business's overall health) into the quality 

process. Diversification activities include training, rewarding, supporting, and 

partnering with groups that are embraced by the organization's TQM initiatives.  

 

2.4 TQM critical success factors 
 

 

Implementing TQM involves defining and deploying several key elements or 

factors (Thiagaragan & Zairi & Dale, 2001). Of primary interest among 

researchers has been addressing the question “What makes TQM work?” 

(Sebastianelli & Tamimi 2003). One of the problems of critical factors of TQM is 

how to define them and what should be the measure of their impact before they 

become critical (Zairi & Youssef 1995).  CSFs of TQM are latent variables, which 

means they cannot be measured directly (Ahire et al., 1996). Thus the critical 

factors of TQM differ from one author to another, although there are common 

issues. TQM is much more than a number of critical factors; it also includes other 

components, such as tools and techniques for quality improvement (Tari 

2005).These methods are a set of practices, tools and techniques deriving from 

the critical factors, and are the basic elements required to implement such factors 

(Tari 2005). However, past evidence has shown that TQM programs have failed 

because the success factors were not in place (Curry and Kadasah, 2002).  
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The first real attempt which was made at grouping a list of critical factors for TQM 

was a study conducted in the USA by Saraph et al (1989), which led to the 

proposal of a list of 78 factors (Zairi & Youssef 1995). Their work provided a 

model and measures for assessing managers’ perceptions of quality 

management practices at the organizational level. Their instrument consisted of 

the following scales: the role of top management leadership, the role of the 

quality department, training, product/service design, supplier quality 

management, process management, quality data and reporting, and employee 

relations (Sebastianelli & Tamimi 2003).  

 The study by Black in 1993 was an attempt at developing a model for measuring 

the critical factors of TQM. Using the MBNQA criteria and ten factors were 

identified as the most critical. These factors appear to be compatible with 

successful TQM implementation programs. They represent strategic elements, 

people involvement, emphasis on communication, a focus on the customer, and 

an awareness of the external market, the need to develop supplier partnerships, 

measurement and emphasis on developing a culture for quality improvement 

(Zairi & Youssef 1995). Deming (1982, 1986) underlined the use of statistical 

techniques for quality control, and proposed his 14 principles to improve quality 

in organizations, based on the following ideas: leadership, an improvement 

philosophy, the right production from the beginning, training for managers and 

employees, internal communication aimed at the elimination of obstacles for 

cooperation and the suppression of quantitative objectives.  
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Crosby (1979) defined 14 steps for quality improvement, including top and 

intermediate management commitment, quality measurement, evaluation of 

quality costs, corrective action, training, a zero-defect philosophy, objective 

setting and employee recognition. 

Feigenbaum (1991) described the notion of total quality, based mainly on 

leadership and an understanding of the aspects of quality improvement, a 

commitment to incorporate quality in the firm’s practices, and the participation of 

the entire workforce, the objective being the reduction of total quality costs (Tari 

2005).  

Flynn, Schroeder, and Sakakibara (1994; 1995) extended this line of research by 

developing a scale for use at the plant level with various categories of job titles 

such as direct laborers as well as quality managers. Their scale measured seven 

core dimensions of quality: 1) top management support; 2) quality information; 3) 

process management; 4) product design; 5) work force management; 6) supplier 

involvement; and 7) customer involvement (Sebastianelli & Tamimi 2003).  

Ju et al (2006) have selected the following ten critical factors through literatures 

for their study:  top management commitment, adopting philosophy, quality 

measurement, benchmarking, process management, product design, employee 

training, employee empowerment, supplier quality management, customer 

involvement and satisfaction. And also Arasli (2002) considered seven major 

factors for implement TQM successfully as follows: top management leadership, 
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employee participation, teamwork, employee satisfaction, empowerment, 

organizational change, and training,  

However, many hotels are still struggling to reach a real understanding of what is 

meant by total quality management. Although most quality experts have their 

own definitions, there are several elements common to all TQM models. 

First, quality management must be systematic. That is, all departments of the 

hotel must be involved in and support quality efforts. Strong, committed 

leadership is the key to spreading the gospel throughout the organization. 

Optimization of the system can be achieved if everybody works towards the 

same goals (Breiter et al, 1995). 

Second, the ultimate goal of quality management is customer satisfaction. 

Customers may be internal (i.e., employees) or external (i.e., guests or lenders). 

An internal customer is one who uses the output of another employee. The 

guest, of course, brings a variety of expectations and needs to the hotel that all 

employees must strive to fulfill (Breiter et al, 1995). The third basic component of 

quality management is a belief in the need for continuous improvement. Products 

and service can always be improved. All work is achieved through processes that 

involve people, equipment, materials and methods (Breiter et al, 1995). 

TQM effectiveness and organizational performance can be measured by using 

the self assessment framework of quality management, such as European 

Quality Award (EQA), Deming Prize (Japan), and Malcolm Baldrige National 

Quality Award (MBNQA)(Kunst & Lemmink, 2000, Zairi 2002). Awards are 
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indeed strongly based on the foundation of TQM and Successful implementation 

of TQM is determined by the successful implementation of CSFs as proposed by 

award criteria (Zairi 2002). 

 Two of the most frequently used self assessment models are the MBNQA and 

the European Excellence Model 2000. The MBNQA and European Excellence 

Model are now in widespread use in many organizations. 

Further to an analysis of literature in relation to the award examination criteria of 

both the MBNQA and the EQA, the critical success factors covering the seven 

key areas are presented in table 2.1. 
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Table 2.1 Critical success factors 
Winners 

MBNQA/EQA criteria (condensed) 

MBNQA/EQA (1999) 

Critical factors of success 

 

 

 

Leadership 

Senior management commitment 

Senior management involvement 

Shared-values 

Passion for excellence 

Inspire, guide, coach and support 

Corporate citizenship 

Public responsibility 

 

 

Policy and strategy 

Quality function deployment 

Strategic direction 

Performance tracking 

Planned development and implementation 

Strategic business and quality plans 

 

 

Customer focus 

Customer quality measurement 

Customer relationships 

Customer satisfaction 

Market research 

Information and analysis 

Managing supplier resource 

Supplier performance evaluation 

Process partnership improvement 

Comparative benchmarking 

Organizational performance measures 
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Human resource focus 
Human resource development 

Participatory environment 

Employee well-being and satisfaction 

Process management 

Process design 

Process implementation 

Process management 

Process review and improvement 

Supplier and partnering processes 

Product and service processes 

Business results 

Stakeholders satisfaction 

Special impact 

Customer focused results 

Financial and market results 

Human resource results 

Organizational effectiveness results 

  

Source: Mcdonald, Zairi & Idris (2002) 

 

2.4.1 Top management commitment 
 

For TQM to be introduced successfully there has to be top management 

commitment and this is to be demonstrated through active involvement, setting 

clear goals and a vision for the organization and integrating TQM into the 

strategic quality planning process. Everything starts with a committed and 

passionate leader of the business organization. A leader who is really committed 
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to making fundamental changes (Steven Stanton in Watts, 1996, Thiagarajan & 

Zairi 1997). Senior managers are actively involved in promoting the importance 

of quality and customer satisfaction and they devote a substantial part of their 

time to quality-related issues. 

Their involvement includes activities such as meeting with employees, meeting 

customers, giving formal and informal recognition, and receiving training and 

training others (Thiagarajan & Zairi 1997). Each manager, including the 

president, must establish a personal vision for the TQM effort. Managers should 

be expected to work hard at defining what their vision is, both as individuals and 

as the collective management team. The management team, especially upper 

management, will be viewed as being those who are ultimately accountable for 

the success or failure of the TQM program, and they are responsible! These 

managers need to be empowered to create their visions, openly discuss them, 

and link their actions and behaviors to the TQM effort (Anjard 1998). Visionary 

leadership is very important in developing holistic organizational cultures and 

gaining employee commitment (Gupta et al, 2005). Because of increased 

competition in service industries, leadership efforts consume a greater share of 

top management’s time and effort, particularly in the start-up phase of a business 

venture. Awareness, knowledge, and understanding of basic TQS principles are 

prerequisites for top executives in committing to service quality improvement 

(Nwabueze, 2001). Gupta et al, 2005). Four distinctive ways that management 

can support TQM implementation: allocating budgets and resources; control 

through visibility; monitoring progress; and planning for change (Motwani 2001). 



M.Shahbazipour, Chapter 2, M.Sc Thesis, 2007  32 

 

M.Shahbazipour, Chapter 2, M.Sc Thesis, 2007 

The mental and physical commitment, initiative, policy, support of top managers 

has been described as the most critical determinant of successful TQM. It would 

be impossible to motivate the lower levels of an organization if top management 

does not fully embrace continuous improvement for a better quality and promote 

organizational commitment, devote time, energy and resources that will satisfy all 

interested parties (Feigenbaum, 1951, 1986; Crosby, 1979; 1989; Nakamura, 

1992; Oakland, 1993; Kano, 1993; Deming, 1986, 1995, Arasli 2002). Senior 

management also develop and communicate key company quality values which 

place emphasis on the importance of the customer, process orientation, 

continuous improvement, teamwork, management-by-fact, mutual respect and 

dignity, and value of individual employees and their contributions (Thiagarajan & 

Zairi 1997). They must be convinced of its benefits to the organization, and 

acknowledge the fundamental change it will bring in the running of the 

organization (Thiagarajan & Zairi 1997). Management should plan to reduce 

traditionally structured operational levels and unnecessary positions (Motwani 

2001). 

Patrick Mene, Ritz- Carlton's corporate director of quality believes "The quality 

culture has got to be there, and top leaders help to set that. It's also important to 

understand the criteria before starting, because it may seem irrelevant to the 

typical hotel. An application committee should be formed to assess the current 

situation and implement the TQM process and I believe you ought to challenge 

your organization with an extraordinary goal. The goal to improve by using the 
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application as a guide for self assessment and developing a quality program 

should outweigh the goal of wanting to win (Partlow 1993). 

Anjard (1998) stated thatManagement – the president, vice-presidents, 

managers and supervisors – of the effective TQM organization are critical to 

success. The effective TQM manager: 

• has a clear TQM vision; 

• models the vision; 

• Clearly defines departmental TQM criteria; 

• encourages involvement and empowers employees; 

• leads, coaches and mentors; 

• is a change agent  

Juran (1993) recommends seven critical areas which senior managers need to 

take into consideration, in order to demonstrate their commitment and also 

ensure that TQM implementation will succeed in their organizations: 

(1) It is incumbent on senior management to set up and serve on the company’s 

quality council. 

(2) Senior management need to establish corporate quality goals and make them 

an integral part of the business plan. 
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(3) Senior management need to make provision for training all the employees for 

effective management of quality. 

(4) Senior management need to establish the means for measuring quality 

results against quality goals. 

(5) Senior management need to review results against quality goals on a regular 

basis. 

(6) Senior management need to provide recognition for superior quality 

performance. 

(7) Senior management have an obligation to revisit reward systems and to 

ensure that they are completely compatible with changes demanded by world-

class quality. 

 

2.4.2 Policy and strategy 
 

It is clearly evident that successfully implementing TQM in any organization 

requires the alignment of every member’s efforts with the aim of the organization 

(Olian and Rynes, 1991). A critical factor for success in the management of 

quality would appear to be attention to policy development and goal setting and 

planning, and the effective deployment of goals ( Thiagarajan & Zairi 1997). 
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Deming (1986) through his first point, “strive for consistency of purpose”, 

stresses the need to link quality efforts within an organization to a larger sense of 

corporate purpose. 

Crosby (1979) sees quality policy as a standard for practice that sets priorities by 

influencing the entire organization on what to do and what not to do.  

Management of best organizations are using the process of policy development 

and deployment to make sure that employees understand the objectives of the 

company, and how they will contribute to meeting the objectives (Olian and 

Rynes, 1991). 

Quality gurus and writers of TQM are also unanimous in stressing the importance 

of a strategic planning process based on total quality (Thiagarajan & Zairi 1997). 

The process determines customer and other stakeholders’ requirements, 

competitors’ position and process capability, and then deploys them within the 

organization, where they are translated into specific activities (Thiagarajan & Zairi 

1997). 

This is not surprising as policy deployment and implementation are generally 

acknowledged as difficult processes (Croocock, 1986; Thiagarajan & Zairi, 1997). 

A study of strategy development and implementation found that 73 per cent of 

managers believed that implementation is more difficult than development (Zairi 

1994). 
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2.4.3 Customer focus 
 

The primary purpose for introducing TQM is to achieve complete customer 

satisfaction. This will in turn impact on business organizations’ level of 

competitiveness and prosperity. 

Satisfying customers’ requirements better than the competition can is widely 

recognized today as a key to success in the marketplace (Peters, 1989). 

Peters and Waterman (1982) emphasize that best organizations align their 

corporate strategies to their customers’ requirements (Thiagarajan & Zairi 1997). 

An external customer service program should include providing customers with 

timely information and quick responsiveness to complaints, and maintaining a 

corporate goal to reduce the quantity of questions or complaints while 

recognizing all successful efforts by employees in providing outstanding service 

(Kasul and Motwani, 1995; Motwani 2001). 

The power now enjoyed by customers has raised expectations, and these 

expectations often determine whether customers will stay at a particular hotel. 

According to Cooper et al. (1996): Customers are travelling more widely, 

returning with new ideas and new standards regarding accommodation provision.  

This means that hotel customers are becoming much more discerning and 

demanding. Competition has thus increased in the hotel industry around the 

globe, and this has forced hotels to offer better amenities, superior service, and 
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loyalty programs at a price that reflects value (Chaisawat, 1998; Presbury et al 

2005). 

It has been suggested that customer satisfaction is one of the most valuable 

resources that a firm can possess in a saturated and competitive market such as 

the accommodation sector (Gundersen et al., 1996), and service quality is a 

strong determinant of customer retention and future patronage (Cronin and 

Taylor, 1992; Parasuraman et al., 1994; Gundersen et al., 1996; Kandampully 

and Suhartanto, 2000). Hotels that provide distinctive levels of superior service 

quality can thus create a sustainable competitive advantage over their 

competitors (Presbury et al 2005). 

Determining customers’ needs is the start; translating these needs in the 

organization and satisfying them is a major challenge. In recent years, many best 

organizations have adopted the technique of quality function deployment (QFD) 

to “bring the voice of the customer into everything they do” (Zairi, 1994). It is a 

system for translating consumer requirements into appropriate organizational 

requirements at each stage, from research and product development to 

engineering and manufacturing to marketing (Thiagarajan & Zairi 1997). 

Central to the success of Baldrige winners was their constant focus on satisfying 

customers and measuring their satisfaction (Nakarni, 1995). Measuring customer 

satisfaction is a cornerstone of TQM (Zairi, 1994). Best organizations use a 

variety of techniques such as customer surveys, focus groups and advisory 

panels, service visit teams, and close-up interviews to measure customer 
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satisfaction (Berry, 1991; Clemmer, 1990; Taylor, 1995; Thiagarajan & Zairi 

1997) 

 

2.4.4 Human resource focus 
 

Human resource management is a necessary subtext of this entire discussion of 

TQM practices, but it is also important to focus specifically on the role of human 

resources management in moving a company toward TQM. Human resources 

play four important roles in TQM hotels: strategic partner, quality manager, 

change agent, and employee advocate (Partlow 1996). 

The hotel industry is undoubtedly a labor-intensive industry. Its success depends 

“on the social and technical skills of its personnel, their ingenuity and hard work, 

their commitment and attitude” (Gabriel, 1988; Anastassova and Purcell, 1995; 

Mohinder & Katou 2007). 

It is also true that in a labor-intensive industry, the effective utilization of human 

resources can give an organization its competitive edge (Schneider and Bowen, 

1993; Mohinder, 2004). “By effectively linking HRM with organizational objectives 

and needs, human resources can be recruited, developed, motivated and 

retained towards gaining a competitive advantage” (Cheng and Brown, 1998; 

Mohinder & Katou 2007). 
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Thus, the success of the hotel industry depends on the quality of its employees 

and their effective management in order to assist the organization to achieve its 

objectives (Berger and Ghei, 1995). 

However, the usual criticism of the human resource management departments of 

hospitality organizations is that they constitute a cost centre. This is because 

although the investment on employees is directly measurable, in contrast, the 

outcomes of this investment are very difficult to measure. These “outcomes are 

generally measured with intangible factors such as employee satisfactions, 

customer satisfaction, customer complaints, etc” (Cho et al., 2006). 

Anastassova and Purcell (1995), Watson and D’Annunzio-Green (1996), and 

Buick and Muthu (1997) support the view that “best HRM practices” in the 

hospitality industry should include appraisal systems, training and development, 

empowerment, team working, and a more consultative management style 

(Mohinder & Katou 2007). 

 

2.4.4.1 Employee Involvement 
 

TQM succeeds only with employees’ involvement in the TQM process and their 

commitment to its goals (Thiagarajan & Zairi 1997). 

Crosby (1989) talks about the need for every individual in the organization to 

understand his or her role in making quality happen. In fact, the need to 
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maximize the involvement of all employees is one of the basic principles of 

change implementation in an organization. It involves the employees having a 

common understanding of quality and the importance of their involvement to 

maintain the quality momentum . Without employee participation, the TQM 

process cannot be successful and organizational objectives cannot be reached. 

Every employee is important to understanding his or her own role in making total 

quality management work. There is a need for transforming an organization’s 

culture to utilize the creative energies of all employees for problem solving and 

making improvements (Gufrada & Maynard, 1992; Bank, 1992; Reeves & 

Bednar, 1993; Kano, 1993; Arasli 2002) 

Formal communication from the top keeps employees abreast of their company's 

quality initiatives. However, top-down communication represents only one 

direction for information flow. TQM hotels encourage bottom-up communication 

to ensure that employees' voices are heard by management. These hotels 

facilitate upward communication through focus groups, employee committees, 

open-door policies, and suggestion systems (Partlow 1996). 

The Worthington and Bergstrom both use a suggestion system called 

"opportunity for improvement" (OFI) that goes far beyond simply asking 

employees for ideas (Partlow 1996). 

The critical importance of employees’ involvement in the quality process of an 

organization is based on the belief that the best process innovation ideas come 

from the people actually doing the job (Bank 1992; Thiagarajan & Zairi 1997). 
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Greater employee involvement in quality efforts can only come about when the 

employees know that the organization cares for them (Thiagarajan & Zairi 1997). 

  

2.4.4.2 Employee commitment 
 

One of the precepts of TQM is employees’ greater involvement and commitment 

to the process and its goal. It is through the actions and behavior of the 

management that employees identify with the goals of the company and extend 

their commitment towards its success (Olien and Rynes, 1991). Employee 

commitment can be gained through effective communication, training and 

development, and employee motivation. Service quality literature recognizes that 

employee cooperation and commitment can be gained through well-managed 

human resource programs. (Cook and Verma, 2002; Gupta et al, 2005)  

Employees must be oriented to a company's philosophy of commitment to never-

ending improvement, be informed of company goals, and be made to feel a part 

of the team (Motwani 2001). Anderson et al. (1994) observe that employee 

commitment can be measured by job satisfaction and pride in their work. 

Sureshchandar et al. (2001) suggest that firms must focus on employee job 

satisfaction because there is a high association between employee perceptions 

of well-being and the customers’ perception of service quality. Increased 

employee relations and satisfaction will lead to successful quality 

implementations in the service sector (Gupta et al, 2005). LeaRonal (UK) 
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believes that “for a quality improvement program to be successful, the 

commitment to total quality must encompass a whole workforce who must be 

encouraged to participate actively in the search for continuous improvement 

(Smith and Tee 1990 Thiagarajan & Zairi 1997). 

 

2.4.4.3 Empowerment  
 

Empowerment is based on a Theory which assumes that all of the employees of 

the firm have an underlying desire, if appropriately tapped, to produce good 

quality work and take pride in that service delivery to customers. Empowerment 

strategies thus seek to motivate employees by appropriately authorizing them 

with the autonomy to accomplish important organizational tasks. This is 

essentially a decentralization strategy, which frees managers by relying heavily 

on the skills and decision-making abilities of their subordinates to get essential 

work done, without a lot of excessive monitoring by management (Gupta et al, 

2005) 

On the other hand, specific measures of employee empowerment include: the 

degree to which cross-departmental and work teams are used, the extent of 

employee autonomy in decision making, the extent of employee interaction with 

customers, and the extent to which employee suggestion systems are being 

used (Powell, 1995; Zeitz et al., 1997; Motwani 2001) Deming (1986) also 

stresses the importance of empowerment or giving employees the authority and 
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autonomy to do their job when they talk about “pride of workmanship”, “self-

improvement”, “self-control” and “self inspection” respectively.  

One of the planks of TQM, empowerment, was an easy step for Ritz- Carlton, 

Mene said. "To us, empowerment means giving employees the responsibility for 

solving guests' problems. We found that happens in two stages if you're staying 

at a hotel and you encounter a problem or something is wrong. In stage one, the 

employee will have to break away from his or her normal routine to take an 

immediate positive action, to investigate what went wrong, and straighten it out." 

Breaking away is not exactly the proper term, since solving guests' problems is a 

major consideration in guest service (Partlow 1993). 

 

 

2.4.4.4 Teamwork 
 

According to Koichi Tsukamoto, President, Wascoal Corporation, Japan: “One 

step by 100 persons is better than 100 steps by one person”(Thiagarajan & Zairi 

1997). 

Teamwork is a critical element if TQM is to succeed (Crosby 1989) Teamwork 

promotes a bottom-up thrust for quality improvement and delivers synergistic 

enhancement of quality efforts (Thiagarajan & Zairi 1997). 
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Successful organizations are run with teams – for solving problems, for improving 

quality, for introducing new processes and products (Hoevemeyer 1993). 

Compared to employees who work individually, effective teams tend to have 

higher morale and productivity, and take pride in the job and the company. 

Employees who involve themselves in quality group activities are also better 

convinced of the benefits of the quality process (Thiagarajan & Zairi 1997). 

Getting employees together in groups does not guarantee a successful outcome. 

Members need to work effectively as a team. Organizations keen to promote 

integration through teams create an enabling system which promotes teamwork 

and eliminates barriers to successful performance (Thiagarajan & Zairi 1997). 

This fundamental component of TQM culture ties the employee’s physical and 

mental efforts, brings trust and delivers a synergistic augmentation of the total 

quality management process. (Aune, 1991; Manz & Sims, 1993; Clemmer, 1993; 

Kanji & Asher, 1993; Hoevermeyer, 1993; Creech, 1994; Goulden, 1995; Da 

Cruz & Kay, 1995, Arasli 2002) 

Quality teams are often interdepartmental, and a quality assurance system 

makes it difficult for divisions to see themselves as independent operations 

(Partlow 1993). 

" Mene said the company has learned that not everyone wants the responsibility 

of being on a strategic-planning team and that some managers are better suited 

to a team approach--particularly as facilitator or coach--than others (Partlow 

1993). 
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"We use screening methods in hiring to determine who shares in our values, and 

we use predictive instruments to tell if people are well suited to teamwork. That's 

a breakthrough," he said. "We also spent more time building the relationship of 

the team. We took for granted that if you were already a good Ritz-Carlton 

employee, you already understood our concept of lateral service. So when we 

put a group of cross-functional people together in a team, we figured they would 

just naturally work together as a team and go forward. But what we found was 

that we had to spend more time to allow the team members to get to know each 

other and learn how to build and maintain support before they could really get the 

kind of improvement we wanted (Partlow 1993). 

According to Breiter et al (1995), Bergstrom’s team workshop focuses on 

recognizing individual strengths, the principles of building a successful team, 

day-to-day team techniques, and how to put those techniques into action. The 

problem-solving session teaches participants how to solve problems, whether 

personal or professional, effectively and a five-step method, beginning with 

analysis and ending with implementation, provides the framework for the 

workshop (Breiter et al, 1995). 

 

2.4.4.5 Training  
 

The role of training in TQM implementation is crucial to any change effort 

according to the literature (Taylor & Wilson 1996). Introducing new systems such 
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as TQM when people do not have the fundamental skills to work in the new 

system is a prescription for disaster (Thiagarajan & Zairi 1997). There should be 

no doubt that for TQM to succeed, the entire workforce must acquire new 

knowledge, skills and abilities. Training and education based on total quality must 

be planned and provided if this is to be realized (Thiagarajan & Zairi 1997). Top 

management of best organizations, recognizing the link between education and 

successful TQM, also focus their implementation process around it (Thiagarajan 

& Zairi 1997). 

As training and education prepare employees for greater involvement in the 

organization’s quality process, providing them with the right type of training is 

crucial. Generally, leading organizations ensure their education and training 

programs include both the basics of quality and TQM and the set of skills for 

continuous quality improvement (Thiagarajan & Zairi 1997). This involves 

learning how to use the quality techniques in organizational contexts (Taylor & 

Wilson 1996) 

The best method for ensuring employees can understand and apply the TQM 

principles have been the experiential methods. “Gradually through training from 

the top down through layers of people, change can be brought out through 

experience and experiential training.” (Taylor & Wilson 1996). 

For a traditional organization, TQM means a new culture, which requires different 

roles, responsibilities, knowledge, skills, beliefs, attitudes, and abilities. Training 

in this respect is a number one priority among other organization policies. With 
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training, it is possible to change the performances of people and other behaviors 

that will fulfill this gap between two distinct cultures. Ishikawa declares, `Quality 

begins and ends with training’. Other experts have recently focused on 

organization-wide training and awareness programs (Juran, 1974; Crosby, 1979; 

Mondon, 1982; Ishikawa, 1985; Oakland, 1993; Ross, 1993; Arasli, 2002). 

While most organizations train their employees in functional and managerial 

skills, TQM hotels focus their training efforts on quality. For example, Opryland 

Hotel provides dozens of training sessions each month on quality topics including 

empowerment. 9 Bergstrom requires all employees to attend "team training" and 

"continuous-improvement concepts" workshops (Partlow 1996). 

In the summer of 1992 at Bergstrom all employees were trained in quality 

concepts and tools. Front-line employees actually trained their peers in customer 

relations, process improvement, teams and personal action plans. Each 

department was involved and had the responsibility for writing their own 

vision/mission statement. Department managers also took ownership of the 

challenge of making quality commitment work (Breiter et al, 1995). 

 

2.4.4.6 Employee satisfaction 
 

The interaction between the service provider and the customer that eventually 

determines the quality perceptions and satisfaction of the consumer. Customers 

often equate employees with the service they are delivering. As employees are 
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treated as valuable resources by their employers, they will, in turn, treat their 

customers as valuable and evolve into a committed workforce who is prepared to 

give their best toward accomplishing organizational goals (Gupta et al, 2005). 

Customers are recognized as a warrant of the organization’s continued existence 

and a focus on them is the foundation of the total quality approach to 

management. An unsatisfied employee cannot be expected to serve his or her 

customers in the best way or to put full contribution to the organizations plans, 

programs, policies or objectives. If a company moves to become more 

competitive, its staff’s mental and psychological states, including recognition, 

achievement, belonging, affiliation to a group, cannot be neglected. To recognize 

achievement, management needs to provide necessary performance appraisal 

systems effectively of how the employees perform their jobs (Whetten & 

Cameron, 1991; Ciampa, 1992; Weeks et al., 1995; Arasli, 2002). 

Components of an internal customer service plan should include providing timely 

and dependable deliveries, presenting improvements or cost saving suggestions 

to management and authorizing employees to self-implement solutions, cross-

training employees for mastery of more than one job and providing adequate 

technical training (Motwani 2001) 

Annual employee-attitude and employee-satisfaction surveys represent a 

mechanism for upward communication. Sheraton, Omni, and Bergstrom use 

comprehensive employee-attitude surveys to monitor employee satisfaction and 

identify problem areas. These surveys typically ask employees to rate their 
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supervisors on such dimensions as leadership, communication, and support. 

Managers develop action plans to address employee concerns (Partlow 1996). In 

Bergstrom an employee satisfaction survey was also introduced and is 

administered every six months. The internal customer survey is an attitude index 

that measures how employees feel about their jobs, continuous improvement and 

the hotels. One section of the survey is devoted to teamwork, asking questions 

about how different departments work together and how an employee’s work 

affects other departments (Breiter et al, 1995). 

 

2.4.4.7 Rewards and Recognition 
 

Recognizing employee contributions is a key element of quality management 

(Breiter et al, 1995). Based on best practices of quality leaders in the USA, 

Europe and Japan, Johnston and Daniel (1991) cited rewards and recognition as 

one of the enablers which maximizes employees’ potential and involvement and, 

in doing so, become one of the main contributors to the company’s journey to 

quality (Thiagarajan & Zairi 1997). 

Crosby (1989) considers recognition as one of the most important steps of the 

quality improvement process. Many other authors also talk about recognition and 

rewards as being part and parcel of a well-defined quality process. In best 

organizations, rewards and recognition are linked to sustaining the appropriate 

behavior (Thiagarajan & Zairi 1997). Rewards and recognition systems need to 



M.Shahbazipour, Chapter 2, M.Sc Thesis, 2007  50 

 

M.Shahbazipour, Chapter 2, M.Sc Thesis, 2007 

help emphasize the customer responsive behavior required (Taylor & Wilson 

1996). 

Maintaining a TQM culture requires recognizing and rewarding quality 

improvement and quality customer service. Examinations of TQM hotels reveals 

a variety of formal and informal financial and nonfinancial rewards for individuals, 

teams, and, in one case at least, the entire property for making a contribution to 

the total quality effort (Partlow 1996). Rewards do not have to be monetary. 

Employees are motivated by different things and organizations need to ascertain 

in each case what these are (Thiagarajan & Zairi 1997). 

Bergstrom Hotels believes in recognizing and rewarding employees’ commitment 

to quality in order to build self-esteem, develop relationships and foster 

achievement (Breiter et al, 1995). 

Teams are recognized as well for their contributions to the quality effort.  

There is no employee-of-the-month process because it fosters a winner-loser 

atmosphere. Bergstrom management is also careful about isolating people by 

recognizing them in public. For this reason, teams are recognized instead of 

individuals (Breiter et al, 1995). 

At Sheraton, the annual Hotel of the Year Award is given to the one property that 

is furthest along in its TQM program. The Opryland Hotel strives for a balance 

between individual and group recognition through its Award of Excellence 

Program that honors both individual employees and teams (Partlow 1996). In 



M.Shahbazipour, Chapter 2, M.Sc Thesis, 2007  51 

 

M.Shahbazipour, Chapter 2, M.Sc Thesis, 2007 

addition to the usual employee- and manager-of-the year awards, the 

Worthington uses a more spontaneous approach to its recognition and rewards 

program. Managers hand out rewards, such as gift certificates, movie passes, 

and tickets to sporting events, on the spot whenever they catch an employee 

going above and beyond the call of duty to satisfy a guest (Partlow 1996). 

 

2.4.5 Process Management 
 

This factor emphasizes adding value to processes, increasing quality levels, and 

raising productivity per employee (Motwani 2001). However, there were varied 

tactics emphasized to accomplish this factor. The list contains: Improving work 

center methods and installing operator-controlled processes that lead to a lower 

unit cost, embracing kaizen (continuous improvement) philosophies, reducing the 

operator material handling duties, promoting a design for a service program, and 

achieving a compact process flow (Kasul and Motwani, 1995a, 1995b; Hardie, 

1998; Motwani 2001). Many of the changes in the Bergstrom quality process 

focus on the need for data-based decision making. A new customer service 

survey was introduced and between 4,000 and 5,000 comments is scanned each 

month using an optical reader. The results of the surveys are used to set goals 

for process improvement (Breiter et al, 1995). 

If employee involvement is key to the attainment of customer satisfaction, 

managing by process is key to engaging an organization’s employees to take 
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responsibility for what they are doing in relation to satisfying the customers 

(Oakland and Beardmore, 1995; Juran, 1993; Thiagarajan & Zairi 1997). 

 

2.4.6 Managing suppliers 
 

No total quality process is complete if it does not address the issues related to 

the process of managing suppliers (Elshennawy et al., 1991). This notion stems 

from the quality management philosophy of “prevention rather than detection”. 

TQ organizations aim for “design and purchase” quality, rather than “inspecting” 

quality to produce services and products that meet customer requirements 

(Thiagarajan & Zairi 1997). 

 

 

2.4.7 Communicating for quality 
 

Kanji and Asher (1993) are most forthright about the need for effective 

communication for the development of awareness of, and commitment to, quality 

in an organization’s environment: Communication is part of the cement that holds 

together the bricks of the total quality process supporting the principle of people-

based management. 
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Best organizations also recognize that communication could make the difference 

between success and failure. They see effective communication as a means of 

maintaining enthusiasm for quality initiatives within the organization (Thiagarajan 

& Zairi 1997). Open, two-way communication also helps foster good relationships 

between management and employees, which is vital if quality is to be an integral 

part of “business as usual”. (Thiagarajan & Zairi 1997). Communication is vital in 

the empowerment process. If employees are to share the decision making in the 

company, they must know and understand company objectives and values, and 

have access to the information relevant to their area of responsibility ( 

Thiagarajan & Zairi 1997). 

 

2.4.8 Benchmarking 
 

Benchmarking is an integral part of a total quality process (Bank, 1992; Beadle 

and Searstone, 1995; Bendell et al., 1993; Kleiner, 1994; Mitchell, 1995). But 

what is benchmarking? A continuous, systematic, process of evaluating 

companies recognized as industry leaders, to determine business and work 

processes that represent best practices, establish rational performance goals 

(Zairi, 1994). 

The primary objective of benchmarking is performance improvement. Identifying 

opportunities for performance improvement by comparing one organization’s 

performance with that of another is a reflex of TQM (Bank, 1992). Zairi (1994) 
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draws the link between TQM and benchmarking: TQM is the wheel of 

improvement. ... Doing an internal, value-adding activity for the end customer. 

Benchmarking ... is the external activity for identifying opportunities and ensuring 

that the wheel of improvement is turning in the right direction and is making the 

necessary effort towards the end destination, i.e. achieving high standards of 

competitiveness. 

Many best organizations are using benchmarking as a tool for obtaining the 

information to be used in the continuous improvement process, and to gain 

competitive edge (Booth, 1995; McNair and Leibfried, 1992). They are attracted 

to it because it stimulates and challenges the improvement process (Smith, 

1994). 
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CHAPTER 3              
RESEARCH METHODOLOGY 
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3.1 Introductions 
 

In this chapter a questionnaire is designed for analysing. A comprehensive set of 

TQM critical success factors and an executive framework is developed for 

employing the methodology. Also the tools and techniques of statistical analysis 

are introduced. The reliability of the data is computed. 

 

3.2 New Methodology 
 

 3.2.1 A comprehensive set of TQM critical success factors 
 

Considering all those subjects reviewed and discussed in chapter two a 

comprehensive set of TQM critical success factors are proposed for the hotel 

sector.  These items are defined as Table 3.1 
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Table 3.1 a comprehensive list of Critical success factors 

Leadership: Policy and strategy:
Top management commitment and responsibility Quality goals and policy
Top management involvement Strategic quality management and planning
Role of divisional management Performance tracking
Passion for excellence Mission and vision statement

Strategic business and quality plans

Share the values Inspection policy

Information and analysis: Customer focus:
Comparative benchmarking Customer satisfaction orientation
Organizational performance measure Customer relationships
Quality improvement measure Identifying customer needs
Customer satisfaction measure

Human resource management: Supplier and partnership management:
Employee involvement Supplier evaluation and selection 
Employee commitment Supplier relationship
Employee empowerment Supplier quality management
Top-down, bottom-up communication Supplier partnership
Teamwork

Employee satisfaction

Process management:
Service process design
Service process management and control
Service process implementation
Continuous improvement

Inspire, guide, coach, and support improvement 
activities 

Employee motivation (appraisal, rewards and 
recognition)
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3.2.2 Questionnaire Design 
 

All those items addressed in Table 3.1 are used for questionnaire design. In the 

questionnaire all the items are asked from hotel managers and staffs. The hotel 

staffs are asked to fill the questionnaire and rate the performance of the items 

based on five point Likert scale. A sample of the questionnaire is given in Figure 

3.1 as it is indicated, the five point Likert scale denotes one as very weak to five 

as very strong for performance ratings, respectively. 

 

3.3 Validity of the Questionnaire 
 

The designed questionnaire in Figure 3.1 is finalised before asking the 

respondents to fill a number of experts such as academic scholars in the field of 

tourism and hospitality management as well as hotel managers are asked to 

confirm the validity of the questionnaire. 

 

3.4 Reliability Analysis 
 

For analysing the reliability of the data gathered from the questionnaire 

Cronbach’s Alpha is used which should have a value equal or greater than 0.7. 
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3.5 Research Population and Sample 
 

3.5.1 Research Population 
 

Hotel managers and staff of Abbasi hotel, Safir hotel, and Esfahan hotel are 

selected as research population. 

 

3.5.2 Research Sample 
  

A pilot study is undertaken, and the number of samples needed is calculated as:   

2

24
e
Sn =

 

In which, ‘4’ denotes the approximate value of 2
αz

 considering 95% level of 

confidence; ‘
2S  ’ denotes the variance of data and ‘e’ denotes the error value, 

which is assumed to be equal to 5 percent of the mean value in this research. 

 

3.6 Data Analysis/Techniques 
 

Statistical analysis including one sample T-test, two sample T-test, analysis of 

variances, and correlation analysis 
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3.7 Executing the Research Framework 
 

In order to provide a roadmap for implementing the new methodology the 

flowchart is presented in Figure 3.2 which addresses the pros and cons of each 

of the activities in this study.  
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Figure 3.2 Flow chart
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4.1 Introduction 
 

In this chapter the new methodology is applied in 3 case studies. The case study 

includes the Abbasi hotel which is the 5-star hotel and Safir hotel which is a 4-

star hotel and Esfahan hotel as a 3-star hotel in the city of Esfahan. In the 

following paragraphs, the hotels are introduced briefly and then the outcomes of 

the statistical analysis are presented and discussed. 

 

4.2 About the hotels 
 

4.2.1 The Abbasi hotel 
 

The Hotel is conventionally situated in the center of the city, with easy access to 

shopping centers and historical monuments of Isfahan. It is 40 minutes from the 

Airport, and 5 minutes the historical monuments. With 186 Single/Double rooms, 

19 Suites, 8 Safavid Suites, 7 furnished Apartment and 2 Luxury rooms with 

Jacuzzi bath, the five-star Abbasi Hotel has the best facilities equivalent to 

international standards. All bedrooms are equipped with one queen or two twin 

beds, air conditioning, refrigerator, radio, color Television, video and satellite 

services. Some of the rooms overlooking the garden and some of them with 

private balconies provide you with comfortable accommodation. 
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There are 9 restaurants and coffee shops in this hotel such as chehelsotoon 

restaurant, traditional restaurant, the traditional tea house, naghshe jahan 

restaurant, alighapoo restaurant, etc. there are seven meting and conference 

halls with 30 to 500 person capacity. 

The Abbasi Business Center provides all the necessary facilities and services to 

conduct business without having to leave the hotel.  

Guests at Abbasi Hotel can use the "Sports-Recreational Complex", including 

indoor swimming pool, sauna, and fitness center.  

“It is our philosophy to provide our guests with the best facilities. Our goal is to 

attract and retain a workforce that is motivated to provide a level of service, 

which is excellent, innovative and customer-driven. We believe we can 

accomplish this by being a "listening company". 

Employees of Abbasi hotel care about their guests "wants and needs" and 

consistently provide excellent service that gives guests a strong sense of value”, 

Abbasi hotel manager said. 

 

4.2.2 The Safir hotel 
 

Safir Hotel is a four star hotel with 60 rooms and suites situated in the best part 

of Esfahan, close to many of this beautiful city's historical monuments. 
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Safir`s general manager explains the mission statement as: Our priority and our 

goal is to provide each and every guest with a relaxed, calm & present 

atmosphere and provide personalized services to all guests. 

With modern customer relationship tools, Safir hosted a customer loyalty 

program for loyal guests to benefit from a variety of services this hotel had on 

offer. 

Safir hotel is located 30 min from the airport and 15 min from the bus station, A 

ten minute walk from the hotel takes guests to the magnificent "Naghsheh Jahan 

Square", where monuments such as the "Emam Mosque", "Sheikh Luthollah 

Mosque",   "AliQapu Palace" and the "Ghaisarieh Bazar" are located.  Safir Hotel 

is also within walking distance of the famous "Chehelsutoon Palace","Hasht 

Behesht" and other historical museums of Esfahan.  Being so close to those 

astounding sights is what makes Safir Hotel convenient and attractive to its 

customers.  

With its friendly English speaking staff and management, guests are always 

made to feel welcome and at home. Safir Hotel provides guests with clean, bright 

and modern rooms, equipped with air conditioning and basic essentials, making 

their stay comfy and relaxing.  

The hotel has a main restaurant where breakfast, lunch and dinner are served. 

An internet cafe, ladies' boutique, carpet and handicraft shops are also situated 

in the hotel. 
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Safir hotel is in the process of expanding the hotel, adding 70 rooms and suites 

and willoffer more services in the near future such as (convention hall, 2 

restaurants, conference centre, meeting rooms,  swimming pool, Spa /recreation 

facilities and etc.)  

 

4.2.3 The Esfahan hotel 
 

Esfahan Hotel is one of the oldest hotels in Esfahan. It was established 37 years 

ago by in Motahari Street which is located just beside the well known Zayandeh 

River. Esfahan Hotel is a 3 star hotel with 100 well equipped rooms and suites. 

There is a 24 hour coffee shop, restaurant, internet services, car park, and taxi 

service; all rooms are equipped with air conditioning and satellite television. 

This hotel works with many travel agencies and has large groups of guests each 

month vacating the hotel. Esfahan Hotel has been a host to international tourist 

groups and government seminars for many years. A large number of these 

guests are from Arab countries such as Bahrain, Saudi Arabia and Kuwait and 

most rooms are occupied during their stay. Esfahan Hotel tries it’s best to provide 

guests of different nationalities with their personal requirements as the manager 

believes that guest satisfaction is one of the most important factors in the hotel 

industry. 

Esfahan Hotel is conveniently located, only 20 minutes by car from the airport 

and bus station and15 minutes away from the train station. Beside the hotel there 
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is a beautiful park on looking the zayandeh river, attracting many passersby and 

perfect for an afternoon walk. 

All in all Esfahan Hotel is a good 3 star hotel with a well earned reputation in 

service and quality. The hotel was recently renovated and upgraded and now 

reflects a modern image. The key to a successful business is experience, and 

experience is one of the stronger qualities that can be seen and felt at Esfahan 

hotel. 

 

4.3 Data gathering 
 

For gathering the data in filling the questionnaires a pilot study is conducted and 

the number of respondents needed is calculated. For this purpose 20 staffs were 

asked. 

 Considering 95 percent confidence level and five percent error the total needed 

number were computed as 41. Therefore 21 more questionnaires were asked to 

be filled. Consequently data gathered from 41 questionnaires (18 from Abbasi, 

13 from Safir and 10 from Esfahan) were considered for further analysis. As 

demographic characteristics, age, gender, job experience, and education were 

considered on top of questionnaires as illustrated in Figure 3.1; 
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4.4 Data analysis 
 

4.4.1 Reliability analysis 
 

As it was mentioned in chapter 3 the Cronbach’s alpha is used for computing 

reliability analysis. At this stage 3 alphas are computed; considering each of the 

3 hotels. The alpha values are 0.721 and 0.792 and 0.894 for Abbasi hotel and 

Safir hotel and Esfahan hotel, respectively, which are all satisfactory (>0.7).   

 

4.4.2 Mean and standard deviation of the data 
 

The mean and standard values of the data are presented in Table 4.1, 4.2 and 

4.3 for performance ratings in Abbasi, Safir and Esfahan hotels, respectively. 

Apparently, all the mean values are greater than moderate (i.e. 3) excluding two 

items with values of 2.85 and 2.80 which are related to items no.31in Safir hotel 

(employee satisfaction for facilities) and no.30 in Esfahan hotel (employee 

satisfaction for salary and wages).  

Comparing the three hotels it should be realised that there might be a 

relationship between the stars of hotels and their performance. 
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Table 4.1 Abbasi hotel Descriptive statistics 

 

                              Continued 
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Table 4.1 Abbasi hotel Descriptive statistics (continue) 

 

 

 

In case of Abbasi hotel, the management is highly responsible for quality performance. 

And the divisional managers of the hotel have ability to achieve their departments’ 

targets. The management involvement and commitment to quality plans is acceptable. 

The strategies of this hotel are focused on quality well. And the culture of responsibility 

is given to the base in most cases, and the workforces understand the vision and value 

of the quality goals and the work environment is very well created for the employees to 

achieve the objectives. 

Review and checking the service processes implement continuously for performance 

tracking but the there is no a well-organized system to recognize individual and team 

base successes for appreciation and motivate the workforce. 

We can easily understand that the management system of the Abbasi hotel is not well 

attentive to comparative benchmarking with other hotels to identify better practices for 

improvement and achieve customer satisfaction. They strongly provide information 

about the customers and their needs, internal operations, and financial affairs.  

Employee involvement in decision making is not defined very well in Abbasi hotel. 

Employee empowerment is very weak and the staffs are not satisfied very well in case 
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of wages, facilities, and work conditions. Training programs in the Abbasi hotel 

implement very well. Work skills and quality related programs are well organized and 

teamwork is encouraged by the management efficiently. The service processes are 

managed and control very well due to performance tracking of the processes and 

quality focus in designing the new service processes and pay attention to customer 

requirements. Managing the suppliers is relatively based on higher quality dimensions 

and committed suppliers to quality. 

The top management of the Safir hotel highly wishes to bring quality to every 

departments of the hotel and himself assume responsibilities for quality performance. 

For this purpose the management actively develop one integrated quality plan. The 

managers improve themselves continuously and share their information and 

experiences with the employees well. The Safir hotel policies and strategies is focused 

on improving quality and the workforce understand their duties and their work objectives 

and vision and values of the hotel. But the employee motivation is one of the 

weaknesses in this hotel due to relatively weak recognition and reward system. 

Benchmarking with other hotels for achieve to best practices for improvement not very 

well, but compare the customer satisfaction with competitors is implementing well. Safir 

hotel has an accurate and efficient database to provide information on customers and 

their needs, internal operations and financial affairs. Developing a program to maintain 

good customer relationship and identify their requirements and also pay attention to 

customer suggestions and feedbacks are the efficient programs to achieve customer 

satisfaction and loyalty.  
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Table 4.2 Sa ir hotel Descriptive statistics 

 

                                                                   Continued  
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Table 4.2 Sa ir hotel Descriptive statistics (continue) 

 

 

 

Employees in the Safir hotel participate roughly in decision making in case of their work 

and work success but they can’t freely practice decisions that their work requires and 

the management doesn’t give them enough empowerment to decision making and 

problem solving without approval. The staff satisfactory is in a low level due to not 

enough salaries and facilities. Training in this hotel not regular but teamwork is 

implemented well and management of the Safir hotel encourages their staff to 

participate in the teamwork sufficiently. Coordination between departments to provide 

services and prioritize processes that needing improvement and also consider quality 

goals and customer requirements for designing service processes and service process 

improvement, sounds a relatively good process management in Safir hotel. Supplier 

relationship is relatively good but the suppliers are not completely involved in service 

process development. 

The management of Esfahan hotel strongly wishes to bring quality to departments of the 

hotel and try to develop a quality plan and also assume responsibilities for quality 

performance, for this purpose they continuously improve themselves and in employees 

point of view they are capable to assume the leadership role, but they don’t 

communicate the company’s policy and values well with the employees and suppliers. 
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Table 4.3 Esfahan hotel Descriptive statistics 

 

                                                                     Continued  

Table 4.3 Esfahan hotel Descriptive statistics (continue) 
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The workforce understands objectives of their duties and quality goals of the hotel and 

committed to them well. They review and check the service processes continuously, the 

employee motivation is implemented very well in this hotel and also they have a efficient 

comparative benchmarking related to improvement and customer satisfaction with 

others. The Esfahan hotel management has a program to identify customer’s needs and 

for this purpose consider customer suggestions and feedback and complaints 

proportionally good and try to maintain good customer relationship.  

Esfahan middle managers participate in formation of hotel policies and employees could 

contribute somewhat more in decision making that affect their work. The empowerment 

condition seems better in this hotel and managers give more empowerment to their 

staff.  But employees in this hotel are not satisfied about their wages and facilities. 

However work condition and attention to the staff’s health is better. Training implement 

in the hotel but not sufficiently. Teamwork is considered somewhat well. service process 

management seems proportionally well and quality is affected on design and provide 

the service processes in the hotel. Suppliers are relatively involved in the service 

process development and there is a long term relationship with them. 
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4.4.3 One sample t-test 
 

At this stage one sample t-test with t-value of 3 is used for analysing all items in 

the questionnaires   the results are presented in Table 4.4 for Abbasi hotel and 

4.5 for Safir hotel and 4.6 for Esfahan hotel. 

According to the significant test values, it seems in Abbasi hotel 5 items (Informal 

benchmarking to identify best practices for improvements and opportunities, 

comparing the customer satisfaction with competitors, freely practice the 

decisions with employees,  Management belief about the workers that are in 

close contact with the hotel customers should be able to give important decisions 

connected with their own responsibilities and obligations, Management belief 

about the workers that are in close contact with the hotel customers have the 

capacity to decisions into practice without the need of approval) are values 

greater than 0.05 which means that their corresponding mean values are equal 

to 3. 

In Safir hotel 10 items have significant values greater than 0.05 (recognition and 

appreciation of quality efforts and success of individuals and teams, practice 

freely the decisions, management belief about the workers that are in close 

contact with the hotel customers have the capacity to decisions into practice 

without the need of approval, satisfactory of the Salaries and wages, satisfaction 

with the facilities (food, transportation, undressing, sport, etc) that provides by 
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hotel for workers, satisfaction with the work conditions, and the attention given to 

the health of the workers, sufficiently of the Starting-work training offered to 

workers, Quality related training given to managers, supervisors and employees, 

involvement of the suppliers in the service development process, Reliance on 

reasonably few dependable suppliers who are evaluated and selected based on 

their capability and commitment to product and service quality, and value for 

money).  

Finally in Esfahan hotel 8 items have mean values equal to 3 (accurate and 

efficient database that provides information on customers and internal 

operations, satisfactory of the Salaries and wages, satisfaction with the facilities 

(food, transportation, undressing, sport, etc) that provides by hotel for workers, 

satisfactory with the work conditions, and the attention given to the health of the 

workers, sufficiently of the Starting-work training offered to workers, sufficiently of 

the Specific work skills training given to employees throughout the company, 

clarity of The service processes,  Effective top-down and bottom-up 

communication). 
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Table 4.4 Abbasi hotel one sample t-test 

 

Continued 
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Table 4.4 Abbasi hotel One sample t-test (continue) 
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Table 4.5 Sa ir hotel one sample t-test 

 

Continued  
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Table 4.5 Sa ir hotel one sample t-test (continue) 
 

 

 

 



M.Shahbazipour, Chapter 4, M.Sc Thesis, 2007  82 

 

 

Table 4.6 Esfahan hotel one sample t-test 

 

Continued  
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Table 4.6 Esfahan hotel one sample t-test (continue) 
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4.4.4 Mean comparisons 
 

In order to analyze the potential differences between the groups of respondents 

two sample t-test is used considering the subcategories of demographic factors 

which are not more than two. The results are presented in Table 4.7.A (appendix 

B), Mean comparisons in case of age in Abbasi hotel. And Table 4.7.B (appendix 

B) IN Safir hotel and Table 4.7.C (appendix B) in Esfahan hotel. 

According to Table 4.7.A (appendix B), in questions no 10(One of the hotel’s 

existent main targets supports the giving of culture and value of authority and 

responsibility to the base.), 12 (Employees understand the objectives of their 

duties. An environment has been created in which employees (individually and 

teams) can achieve their objectives), 40 (Coordination among affected 

departments in the service development process), and 42 (The service 

processes are specified and clarified) in Abbasi hotel there was a significant 

difference between age groups of respondents due to significance value of tests 

which are less than 0.05, but in the case of other questions, considerable 

difference has not been observed. 

With respect to Table 4.7.B (appendix B), in questions no.5 (The managers in 

this hotel are capable of leadership in view of the hotel and department’s 

targets), 12 (Employees understand the objectives of their duties. An 

environment has been created in which employees (individually and teams) can 

achieve their objectives), and 45 (The hotel involves the suppliers in the product 

development process) in Safir hotel there seems a considerable difference 
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between groups of respondents in case of age due to significance value of test 

which are less than 0.05, but in the case of other questions, considerable 

difference has not been observed.  

Furthermore, according to Table 4.7.C (appendix B), in all questions there was 

no considerable difference between groups of respondents in case of age with 

respect with significance value of test which are more than not less than 0.05. 

In order to analyze the potential differences between the groups of respondents 

in accordance with education we can find following results. 

According to Table 4.8.A (appendix B), we can observe a considerable difference 

between groups of respondents in case of education to answer questions no.10 

(One of the hotel’s existent main targets supports the giving of culture and value 

of authority and responsibility to the base), 27(I can freely practice the decisions 

that my work requires), 40 (Coordination among affected departments in the 

service development process), 42 (The service processes are specified and 

clarified), and 43 (Analysis of customer requirements in service development to 

be noted in this hotel) about Abbasi hotel due to significant value test which are 

less than 0.05 and in other questions asked from Abbasi hotel staffs there is no 

considerable difference between different educated groups. 

But, in case of Safir hotel there was no considerable difference between 

educated groups’ answers to all questions because of significance value of test 

which all are not less than 0.05, according to Table 4.8.B (appendix B). 
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Different respondents divided by education rankings, answered considerably 

different only two questions which are, 12 (Employees understand the objectives 

of their duties. An environment has been created in which employees 

(individually and teams) can achieve their objectives), and 47 (Long-term 

relationship and working partnership exists with key suppliers), because of 

significance value of test less than 0.05 and about responding to other questions 

there seems no considerable difference between these groups in accordance 

with Table 4.8.C (appendix C). 

About difference between respondents grouped by job experience we can find 

that there is no significant difference between respondents in Esfahan hotel 

(Table 4.9.C, appendix B), and only noticeable difference about question no.33 in 

case of Abbasi hotel (Table 4.9.A, appendix B), But this is completely different 

about Safir hotel, because answers to questions no.1 (The management wishes 

a new management style where quality is brought to every department), 3 

(Senior executives actively develop one integrated quality plan to meet business 

objectives), 7 (Managers of this hotel continually improve themselves), 8 (The 

managers of every departments share their information and experiences with 

their workers), 11 (The entire workforce understands, and is committed to the 

vision, values and quality goals of the organization), 13 (Inspection, review, and 

checking the processes implement continuously), 17 (This hotel compares its 

customer satisfaction with competitors), 20 (This hotel determines improvements 

in customer satisfaction), 21(Comprehensive identification of customers and 

customer needs to satisfy them carry out in the hotel), 22 (There is specific 
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process to gathering customers’ suggestions, feedbacks and complaints to 

assess customer satisfaction), 28 (The management believes that the workers 

that are in close contact with the hotel customers should be able to give 

important decisions connected with their own responsibilities and obligations), 36 

(The management looks positively to a kind of hotel management style where 

teamwork is applied in each process), 38 (I believe that the teamwork in the hotel 

was useful), 42 (The service processes are specified and clarified), and 43 

(Analysis of customer requirements in service development to be noted in this 

hotel)  are substantially different (Table 4.9.B, appendix B)  in case of job 

experience due to significance value of tests which are less than 0.05.  

Finally, according to Table 4.10.A, the respondents grouped by gender answered 

noticeable different to questions 4 (Top management assumes responsibilities for 

quality performance), 6 (Mangers of this hotel assume active roles as facilitators 

of continuous improvement, coaches of new methods, mentors and leader of 

empowered employees), and 8 (The managers of every departments share their 

information and experiences with their workers)  in case of Abbasi hotel, and in 

accordance with Table 4.10.B respondents grouped by gender answered 

considerable different to questions no.31(I am pleased with the facilities (food, 

transportation, undressing, sport, etc) that provides by hotel for workers) and 45 

(The hotel involves the suppliers in the product development process) about Safir 

hotel, and also according to Table 4.10.C there is a significant difference 

between different respondents grouped by gender to answer questions no.19 

(Company has an accurate and efficient database that provides information on its 
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cost and finance. and 34 (Specific work skills training given to employees 

throughout the company are sufficient 

 

4.4.5 Correlations 
 

In this section the correlations between each of the items in the questionnaires 

are computed and addressed. The results are presented in Table 4.11(appendix 

C) for Abbasi hotel, 4.12(appendix C) For Safir hotel and 4.13(appendix C) for 

Esfahan hotel. For the ease of analysis, only correlation values more than 0.5 

assumed to be important for further analysis. Therefore for instance the 

correlation value0 .944 between questions 3 and 6 for Abbasi hotel implies that 

as much as the hotel manager is more committed to develop a total quality 

program in the hotel, then he could have more active role to continuous 

improvement either, and also with a high correlation value between question 9 

and 35, and 9 and 46, we can find that, if a hotel implements strategies focused 

on quality, they give quality related trainings to its staff and also select suppliers 

based on their capability and commitment to service quality, furthermore with a 

high correlation between questions 46 and 47, if a hotel select its suppliers based 

on their capability and commitment to service quality based on quality strategies, 

it will set a long term relationship and work partnership with these suppliers to 

keep and improve quality performance. According to Table 4.11 high correlation 

value between questions 11 and 2, implies that if a top manager communicate 

the company’s policy and values to the employees, customers and suppliers, the 
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hotel workforce understand and committed to vision, values and quality goals of 

the organization.  

According to table 4.12, high correlations value between questions 3 with 14, 16, 

and 22, imply that if senior executives actively develop one integrate quality plan 

to meet business objectives, they define the work standards based on quality and 

quantity rather than quantity alone, and for integration such a quality plan they 

carry out benchmarking to identify best practices for quality improvements, and 

moreover design a process to gathering customers suggestions, feedbacks, and 

complaints, to analyze them and assess customer satisfaction to meet their 

business objectives. 

When a top manager assumes responsibilities for quality performance, he 

satisfies his workforce with satisfactory salary and wages and provides some 

facilities and improves work condition and pays attention to the staff’s health 

because the employees be more responsible to quality performance and assist 

top manager in this regard, this point has been resulted from high correlation 

values between questions 4 and questions 30, 31, and 32 in accordance with 

Table 4.12. 

Furthermore, according to Table 4.13, high correlation values between question 

10 and questions 24, 26, implies that if a top manager give a culture and value of 

authority and responsibility to every levels of the hotel, hence, different 

department’s mangers participate in formation of hotel policy and strategic 
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decisions that and also every employees have opportunity to participate in 

decision making and moreover. 

 Considering all values in the table it is argued that there seems not to be 

considerable negative correlation between any of the items. However this 

discussion and analysis provides valuable insights to the managers and process 

designers of the hotels in order to improve the quality of their services more 

strategically and more effectively. 

 

4.4.6 Hotels comparisons 
 

In order to analyze differences between the management situations in these 

three hotels an Anova analysis (table 4.14) is used considering the main scales 

of TQM critical success factors presented in table 3.1.  

According to table 4.14 due to significant value of 0.037 which is less than 0.05, 

there is a considerable difference between responds to questions related to 

information and analysis that carry out in these three hotels. 

Furthermore there is a considerable difference between answers to questions 

related to training programs of these three hotels due to significant value of 0.008 

which is less than 0.05 in accordance with table 4.14. And also a noticeable 

difference in case of supplier management and partnership is visible due to 

significant value of 0.004 which is less than 0.05. 
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Table 4.7 Hotels comparison 
 

 

 

 

 

 



 

 
 
 
 
 

CHAPTER 5  
CONCLUSIONS & 

RECOMMENDATIONS 
 

 

 

 

 

 



 93 

 

M.Shahbazipour, Chapter 5, M.Sc Thesis, 2007 

5.1 Introduction 
 

This research leads to better recognition of critical success factors of TQM 

implementation in hotels which have some advantages to provide better service 

to customers. The benefits of offer higher service quality have influence on both 

hotel sector and customers. 

In this thesis a comprehensive set of TQM critical success factors was proposed 

for the hotel industry and was analyzed after conducting three case studies in 

three different hotels in the city of Esfahan. For this purpose literatures was 

reviewed and classified considering their contribution to different parts of 

methodology. 

Comprehensive set of TQM critical success factors were developed. The 

proposed methodology was examined in Abbasi, Safir, and Esfahan hotels as 

three different hotels in Esfahan. Data was gathered from designed questionnaire 

and statistically analyzed. After analyze the critical success factors, they were 

compared in three hotels. 
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5.2 Conclusions  
 

• The results of one sample t-test imply that the critical success factors 

might have different ranking of the performance in different hotels. 

• The results of the independent sample t-tests outline that there might be 

some differences between groups of respondents. 

• The outcomes of the Correlation analysis imply that exist some high 

correlation values between each of the critical success factors in case of 

performance. 

• Although the new methodology sounds valuable and effective, it seems 

that considering including all items in the questionnaire and data gathering 

and analysis might be time consuming.  

• According to gathered data and observations in the selected hotels, there 

are some weaknesses about TQM critical success factors performance in 

these hotels. 

• First of all, there is a considerable weakness in performance 

benchmarking in Abbasi hotel and Safir hotel. There seems a lack of 

strong comparative benchmarking system to identify best practices for 

improvement against other hotels, Abbasi hotel implement weakest 

benchmarking for mentioned point and customer satisfaction as well. 
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• Moreover in the Abbasi hotel empowerment is so weak, and weaker than 

Safir and Esfahan hotels. Participation of the staffs in decision making and 

also managers beliefs to give more authority to employees and 

empowerment of the employees to make decisions about their 

responsibilities and solving the problems without approval, in Abbasi hotel 

and Safir hotel don’t implement strong, but there is a better 

implementation in Esfahan hotel.  

• Employees in all three hotels are not completely satisfied with their 

salaries, facilities, and work conditions. This dissatisfaction has a lower 

level in Abbasi hotel, and is more in Esfahan hotel and the Safir hotel has 

a weakest Employee satisfaction. 

• With a more inspection in these hotels, we can find that Abbasi hotel has 

effective and good training programs for its employees to improve their 

work skills, quality performance. Such programs are not sufficient in Safir 

and Esfahan hotels. 

• In case of Esfahan hotel, management doesn’t communicate values and 

policies to the staff and others well.  

• In both Safir and Esfahan hotels top management wishes to improve 

quality in every department and actively try to develop an integrated 

quality program, and also in the selected hotels, managers assume 
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responsibilities, and improve themselves and share their experiences and 

information with their workers.  

• In Safir hotel, identification of the customer’s requirements, has developed 

and customer satisfaction improvements is determining stronger that the 

others. In this hotel teamwork defined well and managers of this hotel 

encourage their workers to practice teamwork, and it seems was useful to 

better performance i this hotel. 

• In every selected hotels, the service processes specified and clarified, and 

to design new service processes determining quality and customer 

requirements play a important role. 

 

5.3 Limitations 
 

• The proposed methodology is only conducted in particular hotels. From 

this point of view the generality of the investigation is questionable.  

• Data gathered from the questionnaire are subjective and due to ambiguity 

in the voice of employees data analysis might be affected and hard to 

interpret.  
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5.4 Recommendations for selected hotels 
 

- Setting clear goals and a vision for the hotel and integrating TQM into the 

strategic quality planning process. Everything starts with a committed and 

passionate leader of the hotel.. 

- It is clearly evident that successfully implementing TQM in any organization 

requires the alignment of every member’s efforts with the aim of the hotel.  A 

critical factor for success in the management of quality would appear to be 

attention to policy development and goal setting and planning, and the 

effective deployment of goals. 

- The primary purpose for introducing TQM is to achieve complete customer 

satisfaction. Satisfying customers’ requirements better than the competition 

can is widely recognized today as a key to success in the marketplace. 

- Benchmarking for identifying opportunities for performance improvement by 

comparing the hotels performance with that of another is a reflex of TQM. 

- TQM succeeds only with employees’ involvement in the TQM process and 

their commitment to its goals. The need is for every individual in the 

organization to understand his or her role in making quality happen. In fact, 

the need to maximize the involvement of all employees is one of the basic 

principles of change implementation in a hotel.  
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- For a quality improvement program to be successful, the commitment to total 

quality must encompass a whole workforce who must be encouraged to 

participate actively in the search for continuous improvement. 

- This is essentially a decentralization strategy, which frees managers by 

relying heavily on the skills and decision-making abilities of their workforce to 

get essential work done, without a lot of excessive monitoring by 

management 

- The need for effective communication for the development of awareness of, 

and commitment to, quality in an organization’s environment. 

- Members need to work effectively as a team. Organizations keen to promote 

integration through teams create an enabling system which promotes 

teamwork and eliminates barriers to successful performance 

- Rewards and recognition as one of the enablers which maximizes employees’ 

potential and involvement and, in doing so, become one of the main 

contributors to the company’s journey to quality 

- Firms must focus on employee job satisfaction because there is a high 

association between employee perceptions of well-being and the customers’ 

perception of service quality. Increased employee relations and satisfaction 

will lead to successful quality implementations in the service sector. 
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- There should be no doubt that for TQM to succeed, the entire workforce must 

acquire new knowledge, skills and abilities. Training and education based on 

total quality must be planned and provided if this is to be realized 

- Adding value to processes, increasing quality levels, and raising productivity 

per employee 

 

5.5 Recommendations and suggestions for future studies 
 

 

As it was mentioned all the performance ratings were found as higher than 

median (3.00). In such cases it is recommended to measure the importance 

of the critical success factors and compare the values in using other 

techniques such as importance-performance-analysis by which decision 

making of TQM initiatives become facilitated. 

 High correlation values were found between critical success factors 

performance ratings effectively assists the analysers to find which of the 

CSFs could be improved simultaneously however if the analyst consider a 

further wait indicating such cases and multiply it by the ordinary performance 

ratings then the outcomes will become more effective. 

 It is recommended to reduce the items of questionnaire as much as possible 

in order to save time in analysis. It does not mean necessary mean having 
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trade off between items but rather it is recommended to work on those items 

which might have been addressed by other related studies as more critical.  

In order to adopt the generality of the proposed methodology it is highly 

recommended to implement it in other different areas i.e. other country hotels 

and international hotels. 
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Hotel name

Your job in the hotel

Age Under 30, Upper 30

Education Under BA Upper BA

Job Experience Under 10 Upper 10

Gender Male Femaile

Un ivers ity of Is fa h a n
Lu lea  Un ivers ity of Tech n ology

………………………………………...…….

………………………………………...…….

Mehdi Shahbazipour

Questionnaire

Ms Candidate in hospitality and tourism management
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1 The management wishes a new management style where quality is brought to every 
department.

2 Senior executives communicate the company’s policy, and values to the customers, 
employees, suppliers, and other groups.

3 Senior executives actively develop one integrated quality plan to meet business 
objectives.

4 Top management assumes responsibilities for quality performance.

5 The managers in this hotel are capable of leadership in view of the hotel and 
department’s targets.

6 Mangers of this hotel assume active roles as facilitators of continuous improvement, 
coaches of new methods, mentors and leader of empowered employees.

7 Managers of this hotel continually improve themselves.

8 The managers of every departments share their information and experiences with their 
workers.

9 This hotel implements strategies focused on quality.

10 One of the hotel’s existent main targets supports the giving of culture and value of 
authority and responsibility to the base.

11 The entire workforce understands, and is committed to the vision, values and quality 
goals of the organization.

12 Employees understand the objectives of their duties. An environment has been created in 
which employees (individually and teams) can achieve their objectives.

13 Inspection, review, and checking the processes implement continuously. 

14 Work standards are based on quality and quantity rather than quantity alone.

15 There is a system for recognition and appreciation of quality efforts and success of 
individuals and teams.

16  The hotel carries out informal benchmarking to identify best practices for improvements 
and opportunities.

17 This hotel compares its customer satisfaction with competitors.

18 Company has an accurate and efficient database that provides information on customers 
and internal operations.

19 Company has an accurate and efficient database that provides information on its cost 
and finance.

20 This hotel determines improvements in customer satisfaction.

21 Comprehensive identification of customers and customer needs to satisfy them carry out 
in the hotel.

22 There is specific process to gathering customers’ suggestions, feedbacks and complaints 
to assess customer satisfaction.

23 The company has developed a program to maintain good customer relationship.

24 Different department’s managers participate in the formation of hotel policy and strategic 
decisions that affect your work.

25 I believe that I am contributing to the targets of my work.

Please select the response which best represents the level of 
agreement that your company has with the following statements
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26 I have the opportunity of participating in the decisions that affect my work and work 
success

27 I can freely practice the decisions that my work requires.

28
The management believes that the workers that are in close contact with the hotel 
customers should be able to give important decisions connected with their own 
responsibilities and obligations

29 The management believes that the workers that are in close contact with the hotel 
customers have the capacity to decisions into practice without the need of approval

30 Salaries and wages are satisfactory.

31 I am pleased with the facilities (food, transportation, undressing, sport, etc) that provides 
by hotel for workers.

32 . I am pleased with the work conditions, and the attention given to the health of the 
workers.

33 Starting-work training offered to workers is sufficient.

34 Specific work skills training given to employees throughout the company are sufficient.

35 Quality related training given to managers, supervisors and employees.

36 The management looks positively to a kind of hotel management style where teamwork is 
applied in each process.

37 The management encourages its own workers to participate in the teamwork.

38 I believe that the teamwork in the hotel was useful.

39 An effective system exists within the company to prioritize those processes identified as 
needing improvement.

40 Coordination among affected departments in the service development process.

41 Quality is important to design new service processes in this hotel.

42 The service processes are specified and clarified.

43 Analysis of customer requirements in service development to be noted in this hotel.

44 Effective top-down and bottom-up communication exists in this hotel.

45 The hotel involves the suppliers in the product development process.

46 Reliance on reasonably few dependable suppliers who are evaluated and selected based 
on their capability and commitment to product and service quality, and value for money.

47 Long-term relationship and working partnership exists with key suppliers.

please select the response which best represents the level of 
agreement that your company has with the following statements
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